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ABSTRACT

This thesis conducts a comparative analysis uf all the military services' voluniary education
(VOLED) programs and a cost benefit analysis on consolidation of selected VOLED programs into
one DOD-wide program.

There were three major criteria by which the VOLED programs were selected for
consolidation: common purpose, shared goals, and same target audience. Based on the above criteria,
Tuition Assistance, Functional Skills, and the Apprenticeship program were deemed suitable for
consolidation. The Servicemembers Opportunity Colleges programs and Community College of the
Air Force, which met the criteria, were deemed unsuitable due to overriding concerns about budget.

The preliminary cost/benefit analysis indicates that consolidation or centralization of the Tuition

Assistance, Functional Skills and Apprenticeship Programs are cost-effective.
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I. INTRODUCTION

A. BACKGROUND

The Department of Defense (DOD) budget has been decreasing
for several years causing increasing emphasis on finding ways
to eliminate program duplication among the services. One
example of this effort is the creation of Defense Financial
Accounting Service (DFAS). Another possible area might be
Voiuntary Education (VOLED).

Department c¢f Defense Directive 1322.8 "Voluntary

[29]

Education Programs for Mil:itary Personnel" states that the
Assistant Secretary of Defense (Force Management and
Personnel) (ASD(FM&F)) shall provide periodic review and
overail policy guidance for voluntary education programs.
During a recent meeting Dbetween representatives of the
ASD (FM&P) and the Military Services, the guestion arose as to
whether the group shouid examine consolidating the individual
service VOLED programs into one DOD program. Certain services
(Navy, Army, Marine Corps; were interested in the
consolidation issue but as of this date, there has been no
further action.

With DOD downsizing, voluntary education has taken on new
meaning. Each of the military services report a significant

increase in the use of Tuition Assistance. Data from Defense

3




Activity for Non-Traditional Education Support (DANTES)! siow
there has been a drop in the number of service members
eligible for the high school completion program (4.3% in
FY1990; 3.8% in FY1992). This reduction in eligible service
members may be attributed to the streamlining of Military
Services and the elimination of the least qualified
individuals. The data also shows that from FY1950 to FY1992
Undergraduate Tuition Assistance program enrollment increased
from 32.6% to 41.4% of eligibles? and  Graduate Tuition

Assistance prcgram participation rocse from 30.7% to 37.9% of

C - - . .
eligibles It appears that military personnel are

~ ~ T N Y < ~ = = ~ = £ & ~ ~
reevaiuating thelr educaticnal needs in an  ffori Lo becoms

more promotable, and, at the same time, to prepare for
possibie transition to the civilian sector.
In 1991 all branches »f the mijitary saw an increase in
enrclliment in their voluntary education programs of between
20%-30%. (Thorpe, 199i) Dr. Frances Kelly, Head, Educationail
Services Branch, Personal Excellence and Partnersiips

Division, the Bureau o©f Navai personnel, states that the

inCrease in prarticipation in vecluntary education has created

iDefense Activity for Non-Traditional Education Support
{DANTES! provides support to the voluntary cducation functions of
the Cffice of the Secretary of Defense. DANTES is cnre example of
a par=:rnership between the civilian and militarv education
cormunicies which makes maxirnum use cf educationar ourses and

inations frcm civilian schocls, ccllege, and associations.

20D tctal number c¢f gualified service members entitied to
participate in a program divided by the tctal number cf actual
particigants




resource stress causing the Military Services to scramble for
funds. She summarized the need for education as follows:

In a nation facing unprecedented economic uncertainty, in

a Navy recognizing that quality factors become even more

critical in a smaller force, and for young men and women
) in the military who are worried about their own
competitive status within the organization as well as
their potential for a comparable civilian career,
education has been recognized as a possible source of
=7 occupational security. (Thorpe, 1991)

B. OBJECTIVES AND RESEARCH QUESTIONS

1. The Objective

The purpose c¢f thig study is to conduct a comparative

analysis of the services’ (Navy, Marine Ccrps, Army and Ai:

crce; vo.Luntary egucation rogramseg ang Aa cest ens

"l.'j
e}
Q2

d VOLED programs into one

T
1]

analysis on consolidation of selec
DOD-widz2 program,.

This study will attempt to establish criteria for
guality and cost-effective VOLED programs; and will analyze

certain alternatives -0 determine which are most beneficial.

id

2. Research Questions
The following research questions wil.: be addressed:
a. Primary Research Question
Is it beneficial and cost effective for the DOD
censolldace seilected VOLED programs?
b. Secondary Research Questions

ams are of

be fered by the Military Services
228 govern eac

h program?

. ® Wnat are the criteria for a gquality VOLED prcgram?




. o

#® How mignt -ha DOD conscolidate selected VOLED programs?
What are the costs of such consolidation? What are the
kenefitcs?

C. SCOPE, LIMITATIONS AND ASSUMPTIONS
a. Scope
This thesis focuses oa an analysis of each
service’s appruvach to voluntary education (for active duty
service members) to determine if these programs should be
congsolidated into one DOD program. Thisg study does not focus
orn the rat‘onele for these programs, nor does 1t make
judgements as tr whether certain programs should be expanded
or reduced. Ratnher, it seeks to present a useful analytical
~o0l for further discussion within the Department of Defense.
b. Limitations
The data used in tnis thesis was acguired through
surveys, phone <c¢alls and perscnal interviews. Written
information on the consolidation cf VOLED programs is limited
because there has not been a DOD mandate tc address this
issue.
c. Assumptlons
This thesis assumes the reader has limited

knowledge of the Military Services’ VOLED programs.

D. ORGANIZATION OF STUDY

Chapter I introduces the Voluntary Education Program in

general. Chapter II reviews pertinent literature. Chapter




III describes the researxch methodology, and Chaptexr IV
discusses each service's provram and pelicy for voluntary
education and provides data on program enrollment and funding.
Chapter V interpret's and analyzes the data. Chapter VI
develops conclusions and makes recommendations., The thesis

concludes with appendices, and a list of references,

n




II. LITERATURE REVIEW
Digcussicn ¢f the literature pertaining to each service's
voluntary education (VCLED) progrems and their policies and
procedures is reserved for Chapter IV, This chapter is
limited to a discussion of literature related to consolidating

LERY

all DOD VOLED programs into a single program and literature

that compares the different service programs.

Wniie literature comparing the services' VCLED programs is
sparse, this author was able to locate three repcrts which
discuss and compare the services' programs. Trhese reports
are:

® Navy's Volun.ary Education FY91 and FY92 Annual Assessment

® DANTES, Voluntary Education Program Management Informaticn
System

® DOD Tirective 1322.8.

A. VOLUNTARY EDUCATION FY91 ANNUAL ASSESSMENT

(o8

LT William Thorpe, USN, did extensive work on the Navy's
"Voluntary Education FYS2 Annual Assessment.' The reporc
discussed statistical data, and then estimated the degree to
which the Navy’'s voluntary education program met the needs of
its service members. It provides an cverview cf the Navy's

voluntary education program for FY1591, details of the Program

Objectives Memorandum (POM34), and FY1992 results from mid-

year review. This report hag since been updated by CDR Ken
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wiliilams in the "Veluntary Educaticn FYS2 Annual Assassment.”
Althcugh both reports are Navy oriented, they show varying
degrees of enroilment and costs for each Military Service’s
VOLED program. LT Thorpe ard CDR Williams analyzed all VOLED
programs and support prcgrams, pointing out the significan

differences in the amocunt ¢f funds expended on each. Table 1

shows the wvoluntary education support comparison £for FY1992

for the Military Services.




e . e

TABLE 1

—_— e

= e

VOLUNTARY EDUCATION SUPPORT COMPARISON

FY92
Navy Army Air Force | Marines

End Strength 546,739 606,124 450,352 184,574

OLED individuals 79,840 208,590 182,1C4 31,837
participating - i - _
% of End Strength 14.60% 34 .,48% 42.66% 17.09%
Tctal VCLED Rudget $36.9M $82.54 $65M $10M
Average COSt per
participant $463 $38¢5 $33¢8 $317
Tuition Assistance

Enrollment (courses) 116,238 262,091 213,995 31,864
cest $24.5M |  $41M $46M SOM
Basic Skills

Enroliment (people) 15,818 79,231 754 7,174
Cost $1.8M $5.5M $12K |  $481K
sSccC
Enrollments ipeoplie; 20,756 158,821 N/n N/A
‘Degrees Completed 1,960 5,121 . N/A N/A
FACE

Enrcliments (pecple! 22,5837 N/A N/A N/A
Cost $4M ~ N/A N/A N/A
Tuition Assistance

Enroliment (courses] 116,799 262,091 213,985 31,854
Tuition Assistance

Cost $24.5M $41M | $46M $IM

M
faple 1

Source: Wiiliams EFY92

The table indicates that the Army spent $82.5 million on

veluntary education in FY13992,

the

o
highest

amcunt of

any o=




the services. Thig result could be expected due to the Army
being the largest of the Military Services. However, the
table also shows that the Air Force spent $65 million, almost
twice as much as the Havy’s $36.9 million, even though their
erd strength is snaller than the Navy's: 546,739 and 450,352
perscnnel, respectively. The Marine Corps, which is one-third
the size of the Navy, spent one-third ($10 million) of the
Navy's budget f£or VOLED programs {in comparisonj.

Cne pcssible explanation for this ifference in the
amoun-s spent is that the garriscn envircnment c¢f the Army and
the low mebility ¢f the Air Force enables service memfers to
have greater access to education. Another is that the Army
and Ailr Force education field staffs are larger than that cf
the Navy. Therefore, the Army and Air Force are better akle
to market and promote their VOLED programs and to provide a
wider range of services than the Navy. LT Thorpe states that

the percentage of tuirion assistance users to end strength

-

shows that of the Military Services, the Navy has the lcowest
VCLED participation. In FY1882, the Navy spent $483 on VOLED

programs per participant while the Alr Force spent only $338.

B. VOLUNTARY EDUCATION PROGRAM MANAGEMENT INFORMATION SYSTEM

DANTES has produced a statistical report annually entitled

2

"Voluntary Education Program Management Informaticn Syste:

th

FY--." The FY19$52 report provides a statistical comparison o




nen-traditional education programs that take place outgide the
formal classroom. It does not make any conclusions or
recommendations. The following types of data are provided:

® Department Education Levels: This section of the report
shows each Military Service by officer and enlisted and
service totals. The number of participants enrolled in
non-high school, high school, associate, bachelors,

masters and doctorate programs are provided.

® Statistical data on high school, undergraduate, graduate,
non-credit course and functional skills/basic skills. 1In
each of these categories, data is provided on the number
of enrollments, completions, tuition assistance cost and
cost per enrcilment.

® DCC surmar .es o

f completion for nen-high school graduates,
high school graduates, associates, bachelorsg degrees,
masters deyrees and doctural degrees are also provided
with the tcotal cost per enrolliment for esach program.

Within this report, DANTES has included a "Voluntary Education
Fact Sheet FY92." This sheet displays the enrollment
statistics for the following programs: High School, Non-
Created Courses (language, military specialty and basic
Skills, and post-secondary educaticn ‘undergraduate and
graduate! for each Military Service. It also prcvides data cn
the number of degrees completed, expernditures in perscnnel
cost, contract cost inon-instructional and instructicnalill, and
tuition assistance.

Fnroliment data for three fiscal years has been summarized
in the "Voluntary Education Report Three Year Summary FY90C
through FY92." This summary displays enrollment statistics
for each service in three types cf programs that are pertinent

te

(T

his theslis: HKigh Schcol Completion Program, Undergraduate




Tuition Assistance Activity and Graduate Tuiticn Assistance
Activity, In each of these programs, number of eligibles,
enrollment, cost per enrolliment, percentage of enrollment to
eligibles, and completions are broken down by Military
Services and fiscal year.
1, High School Completion Program

Figure 1 displays the number of enrollments for the

high school completion program. The Army and Air Force show

decreases in enrollments from FY1950 through FYI991, whereas

the Navy and Marire Corps shew an increase in enrcllments.
S5CZ totals display a decrease in enrcllments cver the same

three year time frame. As stated in Chapter I, this DOD-wide
reduction in enrollments in high school completion program

may be due to the services’ emphasis on enlisting only the

[

most eligible people, the majority of whom are high schoo

Loy ]

graduates. (DANTES, 1832 However, in 1893, recruiters o©
all the military services reported a decline in people who

have a high schcol degree and want to enlist in the service.




HIGH SCHOOL COMPLETION
FY80 THROUGH FY62
e |

2000
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MASINE
igure I Source: DANTES 1995

CORPS AIRFORCE  DOD TOTALS
2

Pigure 2 displays the cost p2r enrollment for the high
school completion program. In FY1992, the Navy had an
enrcilment of 164 service mombers at a cost of $145.48 per
enrcilment. The Army enrolled 439 individuals and the Marine

Cerps 521, at a cost per enrcllment of $12:1.07 and $1064.67,

respectively.




HIGH SCHOOL COMPLETION

FY80 THROUGH FY92
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ARMY NAVY MARINE CORPS AR FORCE  DOD TOTALS
Figure 2 Source: DANTES 1992

2. Undergraduate Tuition Assistance Activity
Data on the Undergraduate Tuition Assistance Activity
shows that all services had an increase in enrollments with
DOD totals increasing from 447,881 in FY1990 to 518,237 in
FY91. |
In FY1992, the Navy undergraduate completions
{courses, were 112,632 at a cost per course of $233.85., On
the other hand, the Air Force undergraduate completion for
FY92 was 184,577 with $184.09 the cost per course.

3. Graduate Tuition Assistance Activity

Overall, the Military Services Graduate Tuition

Assistance program has shown an increase in the number of




graduate completions. The only exception is the Army, which
has stayed about the same.

From FY1990 through FY1992, the Marine Corps displayed
a higher cost per enrollment than the cther Military Services.
Figure 3 indicates the number of graduate courses completed
and Figure 4 displays the cost per enrollments for FY1990
through FY1992 (shown on next page). In FYL1992, the Marine
Corps graduate course completion was " .659 at a cost per

course of $613.52 as compared to the Air Force graduate course

cormpletion 0f 27,412 at a c¢ost per course cf $471.61. ~h
Army and Yavyv had graduate course completions in FYi23%2 of

23,259 and 12,581 with costs per course of $455.56 and
$328.02, respectively.

Overall, L[COD has seen an increase in seccndary
education which may indicate service personnel are starting to
lock more closely at their educationa. skills and how they

compare with their counterparts.

[
NS
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C. DOD Directive 1322.8
Although policies and procedures differ for each services’
VOLED programs, DCD Directive 1322.8 gets forth general
guidance. The guidance states that VOLED programs must
prcvide opportunities for service members to achieve
educational, vocational, and career goals. As stared in the
Directive, VOLED programs for the Military Services shall:
Be geared to programs, courses, and services provided by
institutions and organizations, including high scheol,
post-seccndary vocaticnal and technical schoclis, colleges,
and universities, accredited py accrediting associaticns
recognized py the Council on Post-secondary Accreditaticn

and the Department of Education.

Include educational guidance and counseling by qualified
personnel.

More specifically:

® Title 10, U.S. Code, Section 4302 covers gchooling for
active duty soldiers

® Titlie 1C, U.S. Code, Section 1142 authorizes counseling
for soldiers transiticning cut of service

@ Title 1C, U.S. Code, Secrtion 2807 covers officer
requirements for lcan repayment

The reports, "Voliuntary Education FY91 and FY92 Annual
Assessment” and "Voluntary Education Programs Managemert

Information System," show increasing use of the VOLED

programs, but with correspcnding higher costs per participant.

-~
40




This

pattern will be further investigated in the data
cocllection and analysis in Chapter V. As yet, trere has Yeen
no attempt tu consolidate the various

pregrams.,

service’s VOLED

However, before any analysis of consclidation of
the VOLED programs can be made

hapter

@

4

much more data is needed.
IT will discuses the data gathering process.

R

94



=

ITI. METHODOLOGY
Thic chapter describes the hasis for the questionnaire
instrument and follow-up personal interviews. It also
provides an outline of the structure of analysis of each
gevvice’'s Veluntary  Education (VOLED) Program, The
mz2thodology for the comparative analysis and the cost benefit

analysis are also explained.

A. KESEARCH DESIGN

This thesis explores the benefics of consclidation ¢f ch

(@l
1]

@

19
o

t“

andividual services’ VJOLED programs into one SCD VO
program. Such consolidation may be timely, especially in view
of the recsint announcement of the National Performance Review, -
which calls {or & reinvention of government. A two-prcnged
aporoach is utilize, corsisting or a questionnaire followed up
by nersonal interviews. The information obtained from th

questionnaires, along with the data gained from the personal

interrsisws, 1s analyzed for content to defermine exactiy wha

1

similarit:es exist among the fcur VCLED programs.
1. The Questionnaire
The issuz of the consolidaticn of VCOLED prcgrame has
not been formally examinea. Therefore, part of the research
design was to create a guestionnaire that would collect data

needed to conduct a vaiid comparison of pregrams. ‘To get a

[}

[¢9]

2y

“ 4




better basic understanding of individual service VOLED systems
and to aid in the compilation of appropriate survey questions,
telephone interviews were cenducted with each service's VOLED
director. The resultant questionnaire, along with a cover
letter, is contained in Appendix A. It asked for information
in two areas: (1) general information on the sexrvice'’s
overall VOLED system, and (2) detailed information about each
program.
a. General Questicns from tne Questionnaire

rpart Cne cE the guestionnaire reguested

identi

“

aticn ¢f the servirce as well as the narme and citie of

b
+n
s
@]

(&)

he perscn in charge of the VCLED programs. These guestions
were desigred to facilitate contact with a specific persen if
further discussion was neesded.

The topic of program funding is also addressed in
Part Ore. Questions were asked regarding dollar levels

allocated for all voluntary education programs from FY189C

Additional general information vregarding such

\

tcpics as separate schocls (colleges: was reguested. This was

0
th
}J
3
(r
®
Il
®
[0}
¢t
[ W)
3
—
P.‘
Q
23
ct
O
th
{r

he establishment of the Community
Ccilege of the Air Force. This sectiorn of the questicnnaire

also asked fcr comments and insights into the iss:e of

censclidation of the VOLED pregrams.




b. Detailed Program Information

Such issues as program instruction title,
description of program, annual overhead cost for FY1990
through FY1993, budget for FY1890 throngh FY1993, ard
requirements for civilian instructors were addressed here.

The qguestionna.re also requested that the
respondent add to the data by commenting on the wvalidity of
the questions, detailing any assumptions made when answering
the guestionnaire, and making any other comments deemed
necessary.

Survey questicns were designed to be open-ended to
allow for wvariation in responses, and to highlight
similarities and dJdifferences in the key elements cf£ each
program. Four surveys were mailed, one to each service's
VOLED director. All four surveys were completed and returned.

2. The Personal Interviews
The second part of the research design was the conduct
cf personal interviews. These interviews were ccnducted with

1

Army, Navy, and Air Force VCOLED direc:tors

(g
o

ne Marinre Corp
VOLED director was unavallable due to on-site training
exercises). As these individuals also completed the survey,
the interviews were designed to clarify and expand on survey
responses. Each interviewee was first asked to give further
expianation of answers provided in the questionnaire or, in

some cases, to answar unanswered questions. Then interviewees

<9}
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were asked to expand upon thelr answers to questions about
possible consolidation of VOLED programs, citing pros and cons
and other concerns about consolidation. Information gained
heiped determine which programs feasibly could be combined and

projected impacts of consolidation.

B. DRAWING CONCLUSIONS FROM THE DATA
Four VOLED programs were compared in a number of areas to
determine similarities. These specific areas were seclected

because of their potential importance in the event that the

(2]

programs are corsolidated. The following criteria were used:
® description and policies c¢f the program;

® method used to measure success of the program:

¢ the cost per course f£or each service member;

® the annuali budget for each service program;

e distribution of funds by each service for their program;
® the overhead cost of the prorvam;

® requirement, if any, for civilian instructors.

To accomplish the analysis, each service’s VOLED

e,
a]

cgrarm

(Q

was categorized by purpose. At this point, any VCLED p

s

ogram

Q

that could no:t be categorized was deemed tc be unique to that
service and was eliminated from the comparative analysis.
Once the remaining components were grouped, cost was compared.
Cost was defined as the service’'s annual cost for the program
using figures for the last four years (FY19S6C through F71933).

The definition of cost also included a determination of who




holds that program’s budget, the number uf service rembers
enrolled in that particular program, as well as the number of
interested service members unable to participate due to an
inadequate funding level. The cost of civilian instructors
for that program was also taken into consideration.

- The data obtained from the gquestionnaire responses and
personal interviews was used to develop conclusions about the
similarities in the VOLED programs across the services ¢nd %o

serve as %the bhasis £c¢
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ensuing recommendations. Any
sugaested ccnsclidations were based on the selection of the
most efficient program as a model for standardizaticn cof the
other programs. Chapter IV will describe questionnaire and

survey results in detail.
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Iv. MILITARY SERVICES
This chapteyr discusses each Military Service’s Voiuntary
Education (VOLED) Programs. Unless otherwise cited,
information fcr this section was obtained from gqueastionnaires,
personal interviews and the DANTES vreport, "Voluntary

Education Program Management Information System FY92",

The head cf VOLED programs in the Navy is Dr. Frances
Kelly, Head, Educational Services Branch, Perscnal Excellence
and Partnerships Division, The Bureau of Naval Personnel.

Table 2 displays the Navy's total funding levels used for
all VOLED programs during FY199C through FY1983,

TABLE 2

YEAR | PUNDING LEVEL
FY 1990 | $30,200,785
FY 1991 | $32,610,801
FY 1952 | $37,8C8,000
FY 1993 | $37,216,854

1. Navy Campus
Navy Campus 1s a Network of 62 field offices worldwide
that administer voluntary education programs. Navy Campus
not cnly provides Navy personnel with assistance in defining

titeir individual educational goals, but offers services thas
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enable them to achieve those goals. This includes educational
counseling, testing sexvices, financial aid, the degree
completion program, and personal counseling. Some c¢f the
specific functions of Navy Campus are the administration of
all on-base education programs and development of education
plans and assessments for sea service members using Program
for Afloat College Education (PACE), screening of members for
admission to the Functional Skills Program, and locally
managing the Tuition Assistance (TA) Program. The field staff
ciudes GS-9 - GS-13 civilian professiornals as well as
clerical and technical personnel (GS-4/5 - GS-7:. The
following Table displays the cost and number of authorized

personnel in FY1990 through FY1593. (Williams,1992)

Table 3
YEAR . COST | PERSONNEL
FY 1990 |$6,191,060 | 184 ]
FY 1991 | $6,752,503 | 182
FY 1992 | $6,637,856 178
FY 1593 | $7,386,550 171

2. Program for Afloat College Education (PACE)

PACE is a fully funded, no cost to the service member,
lower division undergraduate program which offers courses at
sea. The program has two fcrms: PACE I is taught by civilian
instructors embarked on the ship and PACE II provides courses

through use of interactive micro-computers aboard ships.
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Courses are offered tuition-free to gervice members, however,
the service members must pay for their own text books. The
PACE program is popular among service members, particularly
when their ship is depioyed for a extended period and they
want to complete ¢ollege courses. The following Table
displays the program’s annual budget for FY1990 through
FY1993, including the cost of courses and employee salaries,
along with the number of participants (cost and number of

participants include both PACE I and PACE II).

TABLE 4
YEAR | FUNDING LEVEL | PARTICIPANTS
FY 1990 | $3,456,428 | 21,200
FY 1991 | $4,062,949 | 21,610 o
FY 1992 |$3,98:1,187 | 22,537 o
FY 1993 |$3,971,606 | 18,443 .

From the questionnaires, the success of the PACE
prograrm is measured by the nurber of courses, participants,
ivities.

and participating ac

a

cr

The policies and procedures of the PACE program are
found in the OFNAVINST 1560.9 and CNETINST 1360.3D.
3. Navy'’'s National Apprenticeship Program (NNAP)
NNAF allows Navy service members to pursue civilian
journeyman status through a Department c¢f Labor approved
apprenticeship related to a Navy rating. Under this program,

training received in the Navy is counted as creditable tcward
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« civilian apprenticeship in selected occupations. The only
cost associated with NNAP is the cost of two full-time
employees (GS-7 and GS-9) and printing cost.

The NNAP program success is measured by the new
apprentices registered yearly, total number registered, and
apprenticeships completed. Individuals keep meticulous
records of working hours and the gpecific tasks performed in
order to complete the requirements for journeyman status.
Records are approved and verified by the individual

P

supexrvisor. From FYI1

0O

S0 through FY1993, the total rumber of
apprenticeships awarded was 2746.

The policies and procedures of the NNAP program are
found in OPNAVINST 1560.10A.

4, Servicemembers Opportunity Colleges, NAVY (SOCNAV)

SOC is a conscrtium of colleges and universities that
have agreed to the transfer of credit and limited residency
requivements for military students. SCCNAV-2 consists of
accred colleges that offer associate degree program on oY
accessiole to Navy installaticns worldwide. The bachelor’s
degree equiva.lent 1s SCCNAV-4. Through these programs a
service member enters into a student agreement contract
(SCCNAV) . The contract incorporates degree credit awarded for
nontraditional learning, rate and rating experience, military
training courses, credit-by-examination test, and all other

courses which fit into a student’'s degree plan. SOC




guarantees transferability of credits earned from one SOC
coliege to another. It also guarantees transferability of
credit earned for a SOCNAV-2 degree to a related degree
curriculum in the SOCNAV-4 system. Table 5 displays the
program’s annual budget for FY1990 through FY1993. The annual
overhead cost are included in the annual budget figures.

TABLE 5

YEAR | FUNDING LEVEL_
FY 1890 $139,857
FY 1991 §142,966

FY 1992 | $146,995 ‘
FY 1993 | $160,000 |

The questionnaire revealed SOCNAV program success 1S
meastred by the number of enrollments, number of participating
institutions, and number of graduates.

The policies and procedures of the SOCNAV procgram are
fcund in the CNETINST 156C.3D.

5. Basic Skills Program

This program provides opportunitles, bcecth ashore and
afloat, toc helpy service members 1improve their writing,
mathematics, and reading skills. The course is offered free
to the service member. Acccrding to the questionnaire, the
number of participants who improve their demonstrable skill is
the best source of how this program measures 1its success.

Table € displays the program’'s annual budget for FYi99C
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through FY1993. The funding level includes the salaries of

adminigtrators.

TABLE 6
_ YEAR FUNDING LEVEL PARTICIPANTS
FY 1990 | $1,820,371 20,683 .
FY 1991 | $1,573,240 ) 14,282
FY 1992 | $1,852,2231 ) 15,618
FY 1993 ]$1,930,000 | 13.898

The policies anrd procedures of the Basic Skills

are be found in the CFEFNAVINST 15¢62.% and CNETINST

s}
[
Q
LQ
Al
o]
3

} 3
(83}
o
(@]
)
(&)

6. Tuition Assistance (TA)

TA is a financial assistance program which pays a
portion of the cost of tuition for active duty service members
enrolled in an academic program off-duty. Service members are
alicwed to pursue a High School Degree at no cost, and
Undergraduate and Graduate Degrees at 25% of cost (75 percent
of the cost is paid by the Navy). The overhead cost includes
TA funds expended and salaries cf 10 perscnnel who take care
of pcsting grades, billing, invoicing, and collection actions.
The funding levels and course enrollments for FY139C through

FY1993 are found in Table 7.

28




_ YEAR | FUNDING LEVEL ENROLLMENTS 7
FY 1990 | §18,304,842 109,914

FY 1991 | 20,181,503 116,299

FY 1992 | $24,461,260 129,693

FY 1993 | 523,769,304 125,095

TA success rate 1s measured by number of course

ernrollments, and number of participants.

The policies and procedures of th2 Tuition Assistance

Program are found in CPNAVINST 1860.9 and CNETINST 158C.30.
B. ARMY
Mr. Willard Wwilliams is the director, Army Continuing

Education System.

Army counseling 1s the heart of the Army Continuing

Education System (ACES}. Counseling is the means by which all

prcgrams are determined, delivered, and measured to be cf

his/her family.

w3
£

benefis to the service memker ar

is a process which:

develeps a

follows-up

educational goals;
irndividual abilities;
career plan;

on enrcllments;

considers alternative methods and/cr nen-traditional means
(testing, videos, life experience credits; for
accomplishing set goals;

® researches financial aid available;
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& acquires education and/or training relevant to the gervice
members careey, jobs, or personal ambitions;

® makeg an easy transition from military to civilian life.

Table 8 displays the counseling annual budget for FY19$0
threuagh FYL893.,

TABLE 8

YEAR ANNUAL BUDGET
FY 1990 | $16,259,000
FY 1951 | $15,761,235
FY 1532 | $14,530,199

FY 1963 NCT AVAILABLE

1. Army Learning Centers (ALCs)

The Army Learning Centers (ALCs) are the nucleus by
which the Army Continuing Education System (ACES) provides
commanders the training and educational support resources
necessary to assist the validated training, development and
continuing educational needs cf service members to improve
current and anticipated job performance.

ALCs provide individuals or small grcups educaticn and
training through multimedia based instiucticnal modes. ALCS
are integrated with unit education and training activities to
deliver such programs as basic skills ctraining, computer
training, Army Corresponrndernce Course Programs, counselin
services, audio/video training aids, and other caresr

enhancing programs. There are many programs and services
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available in which service members can participate within the
ACES. Normally, service members visit an education counselor
to develop an educational goal which outlines the desired ACES
pregram. ALC representatives are full-time and part-time
contract employees hired by a university. Table 9 displays

the program’s annual budget for FY1990 through FY1593.

TABLE 9
== - =———aas = ————— = = ——
YEAR ANNUAL BUDGET

FY 1590 $§6,394,02¢8
FY 1651 $§5,333,750

FY 1992 | $3,277,040
FY 1993 | NOT AVAILABLE

The success of the program is measured by positi-re
customer feedback, increased usaye of resources available in
the ALC, increased o2nrollment of service members in the Army

Corraspondence and Apprenticeship programs, improvement of

enrollments in  ccllege programs, attainment c¢f careser
prUomcticns, achievement of  full worxpliace iiteracy, and

completion of requirements for certificates and degrees.

The policies and procedures cf the Army Learning

2

are found in AR 621-6.
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2. Concurrent Admission Program (CONAP)

CONAP 1s a joint prcgram between the U.S. Army

vl

ecruiting Command {JSAREC, and participating Servicememkers
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Opportunity Colleges (£0C) colleges and universities. This
pregram admits ¢ igible enlistees to college concurrent with
enlistment in the Army. Table 10 displays the program's
annual budgat for FY19350 through FY1993 which is funded ky the
U.S. Armv Recruiting Command (USAREC) .
TABLE 10

fi;g;R | ANNUAL BUDGET

FY 199C | $147,250

FY 1991 | $293,300

FYy x9%2 $123,600

Fy 1933 $187,CC¢C

The success of CONAP can Lte measured by several
factors such as:

® increase in c«ollege referral request by Recruiting
Brigades

® steady increase in the percentage of college acceptances
in relation to referralg

¢ increased participaticn cf ccllege and ur versitlies in
SOC because 0f CCNAP

. W . - N N
tters to :".lgh SCN0C.L « QO CCLlede

® incyoised access {orv

recr..’. lng mar<et
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® iacr=ziace iun the number of Arny veterans usin
benefits for college
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® participation of CONAP saervice members in Army Continuing
Education System (ACES) programs and services

The policies and procedures of the Concurren:

Admission Prcgram are found in AR €21-65.
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3. Army Apprenticeship Program (AAP)

The Army Apprenticeghip Program provides service
members the opportunity to document skills obtained thrcugh
their milicary training and experience. Upon completion of
the regquired number of production work hours and appropriate
related instruction, with verification by the supervisor, the
service member receives a certificate of completion of
apprenticeship from Department of Labor. Upon completicn of
Advance Individual Traini:ig (AIT; service nembers are infermed
cf the avai.ability of the AAF and instructed Lo visit an Army
Education Center {(AEC, at their first assignment to enro.li.
At the AEC the service member is counseled concerning the
requirements for earning an apprenticeship certification in
their skill. The service mewber tabulates his daily
production hours, has hours verified by his supervisor, aund
guarterly brings the lcg tc the AAP monitor for compilation.

When the service member has completed the required number cé

production hours (2{C5-8000 nhirs: nd related classrocm
inscruction (430-450 hrs: a reguest for a Certificate cf

Completion ¢f Apprenticeshi
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Cepartment of
Lakor. Takle 11 displays the program's eguipment and

perscnnel cost for FY13§5
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TABLE 11

YEAR EQUIPMENT PERSONNEL COST
FY 1990 $1,847.00 $4,0067,100
FY 1991 $1,058.00 $2,5786,900
FY 1992 | $1,494.00 $1,%28,100
_FY 1993 | NOT AVAILABLE | NOT AVAILABLE _

Success of the AAP is measured in three ways:
percentage of AAP service members re-enlisting for same career

fieid, percentage of AAP service members scoring high on skill

s
"

tests, and the number of scldiers finding civilian jcbs in
their career fields upor departure from active duty service.

The policies and procedures of the Army Apprenticeship
Program can be fcund in AR 621-5.

4. Advance Skills Education Program (ASEP)

ASEP enhances educationail competencies of
noncommissioned cfficers to support their career development
and growth. Non-commissioned officers who are .bserved
demonstrating high leadership potential are referred by their
comrands to the Army edu .aticn center for program counseling

and enrollment. The following Table displays the programs

annyal budget for FY1990 throuch FY19%3,




TABLE 12

YEAR | ANNUAL BUDGET
FY 1990 | $1,000,000

FY 1991 | $1,200,000

FY 1292 |$930,000
FY 1993 | NOT AVAILABLE

The success of ASEP is measured by demonstrated
leadership and job performance.

The rolicie. and procedures of the Advance Skills
Education Pregram can be fournd in AR 621-5.

5. Punctional Academic Skills Training (FAST)

FAST, which was formeriy known as the Basic Skills
Education Program (BSEP), iy a standardized ijob-related
curriculum providing instruction in the set of prerequisite
acadamic competence necessary for Jjob proficiency and
prepaxation for advanced training. Command-selected service
members who have a recognized educational deficiency, do not
meet reenlistment reguirements, or have a general technical
(GT; score cof less than 100 are referred by the ..ommarder tc
the Army Education Center. The service member is administered
Adult Basic Education level D tast. Service members who do
not achieve the appropriate scores are scheduled for FAST
prcgram enrollment.

The FAST program is contracted out to education

services providers in accordance with Federal and Army
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acquisition regulations. The contract employee/instructor is
usually employed intermittently and if employed full time is
capable of teaching in more than one subject. The following
Table displays the programs annual budget and annual overhead
cost which 1s included in the annual budget, £or FY1990

through FY¥1993.

TABLE 13
YEAR | ANNUAL BUDGET | OVERHEAD COST
FY 1950 $6,000,000 - $4,300,000
FY 1991 $4,500,000 ~ $3,600,800
FY 1992 |  §$3,7CC,0C0 - $2,800,C0C
FY 1993 |  $4,000,000 _.$3,300,000
Increased GT scores, skirls qualification and

demonstrated job proficiency is how FAST measures its program
success.

The policies and procedures cf the Functional Academic
Skills Training can be found in AR 621-5.

6. Academic Testing

Academic testing incliudes aptitude, achievement, and
vocational interest testing supporting counseling and service
member participation in secondary and post-secondary programs.
Some examples include DANTES sponsored exams such as the
Coliege Level Exam Program (CLEP} and certification exams to
assess functional academic skills deficiencies and determine
reading ability. Counseling is regquired prior to service

members participation in the Academic Testing prog - "m, as is




the case with other ACES programs and services. The
appropriate test for the particular desired outcome is
selected and, is the case of the credit-by-examination and
certification testing, an assessment is made of service member
preparedness for testing and 1likelihood of passing the
particular test. Table 14 displays the program’s annual
budget which is broken down by materials and personnel cost

for FY13390 through FY1893.

TABLE 14
YEAR MATERIALS \ PERSONNEL COCT
FY 199G | $131,890 $2,840,738
FY 1991 | $184,737 $2,575,721
FY 1992 | $370,630 93,128,270 _
FY 1993 | NOT AVAILABLE _

Success ¢of the Academic Testing program is measured by
decreased numbers of courses that soldiers take to complete a
Servicemember Cpportunity Coilege {(SOCAD; degree. Successful
testing c¢f service members <can stretch limited tuiticn
assistance rescurces, allcowing more service memkers Lo receive
Tuiticn Assistance and have self-development cpportunities.
Success also 1s mmeasured by assessing the time required for
service member degree completion.

The policies and procedures of the Academic Testing

can be found in AR 621-5.
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7. College Programs

The College Program, which does not include Tuition
Ascistance, is a post-secondary program that provides service
members with professional and personal self-development
opportunities. Colleges and universities offering programs on
Army installations must be members of the Servicemembers
Opportunity Colleges (S50C).

The following table shows the cost to Army for
supporting operation of the SOC Army Degrees (SOCAD! progranm
wiiich is part of the DANTES contract with SOC.

TABLE 15

YEAR ANNUAL BUDGET
FY 1990 | $470,000
FY 1991 |$476,000
FY 1992 | $482,000
FY 1993 | $506,100

College Program success can be measured by positive
customer feedback, increased SOCAD Student Agreements,
increased program enrollments, accomplishment of client gcals,
attainment of career promotions, easy transitions tc civilian
jobs, and number of certificates, diplomas and degrees
awarded.

The policies and procedures of the College Programs

can be found in AR 621-5.




8. Tuition Assistance

Tuition Assistance is a form of financial assistance
authorized by Congress (Title 10 USC 2007) for voluntary off-
duty education programs that support the educational
ocbjectives of the Army and the service member's personal self-
development goals. Service members are regquired to see a
counselor prior to receiving TA approval to ensure the course
relates to the service member’s educational goal. Army policy
requires the education service officer (ESC) to use the DA
form 2171 Reguest F_r TA, as an obligation document when using
TA. The ESC approval conetitutes certificat 1 that “urds are
available and obligates the Army to the . .stitution in the
amount indicated on DA Form 2171, As a procurement document,
this form must be issued before the course begins. Table 16
displays the programs annual budget for FY1950 through FY1993.

TABLE 16

'YEAR ANNUAL BUDGET

FY 199G | $31,000,C00
FY 1991 | $22,000,000
FY 1992 | $41,000,000
FY 1993 | $40,000,000

The program’s success is determined by the number of
completions for the number of enrollments.
The policies and procedures of the Tuiticn Assistance

can be found in AR €21-5.
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C. AIR FORCE

The Air Force actively supports education programs because
education promotes professional and perscnal development,
recruitnent and retention. Service members obtain college
educations and degrees of their choice.

The Air Force Education Services program provides
educational opportunities and counseling services to eligible
service members, Program counseling ranges from the basic
skills levels through graduate university studies. Air Force
Regulation ({AFR! 213-1 describes the Educaticn Services
Prcgram, its obiectives, and its major ccmponents.

1. Community College of the Alr Force (CCAF)

CCAF is dedicated to the purpose of providing enlisted
service members the opportunity for professional development.
CCAF is fully accredited by the Southern Association of
College and Schools as a degree granting institution. Service
members earn cocllege credit for basic training, technical
training, and professional military educaticn which is applied
to CCAF degree requirements. CCAF offers approximately 78
degree programs in 5 general career areas. Each program is
designed to lead to an Associate in Applied Science degree
upon completion of a minimum of 64 semester hours of Air Force

and civilian course work. The program’'s annual budget for

FY1990 through FY1993 was nct prcvided.




The program’s success is determined by the number of
graduates per year.

Policies and procedures cf CCAF can be found in, AFR
53-29 (Community College of the 2ir Force). This instruction
covers CCAF's mission, goals, and & basic outline of
responsibilities.

2. Miassile Crew Member Education Program (MCMEP)

MCMEP provides Mianuteman and Peacekeeper missile crew
members the opportunity tc earn a graduate degree without
cost. The program 1is ccenducted at six missile bases
(Melmstrom AF3 MT, Whiteman AFB MO, Ellsworth AFB SD, F E
Warren AFB WY, Minot AFB ND) through 1locally available
educatioinal institutions. MCMEP is designed and scheduled to
facilitate participation of officers performing duty as
missile crew members. Eligibility of a service member begins
when a crew member is certified combat ready. Individuals who
enroll in and receive a degree through the program incur a
two-year active duty service commitment. The program’s annual
budjet for FYi9%( through FY19%3 was not provided.

Policies ard procedures for active ruty service
commitments can be found in AFR 26-51.

3. Professional Military Education (PME)

Officers and enlisted members may enroll in a variety

of courses designed to help their professional and miiitary

development. These courses teach management principles,




techniques of effective communication, analysis of
professional reading materials, problem-solving, international
relations, national decision making, and defense management.
he courses also cover the psychology of learning, individual
differences, and the techniques of teaching. All of these
courses give the service member broad skills and knowledge
they will need at various stages in their career. The
program's annual budget for FYL99C through FY1893 was not
provided.

The program’s success is determined by Air University.
The Air Force follows recommendations from the University
regarding the addition or deletion of courses.

Policies and procedures for PME can be found in AFRs
53-8; 50-39; 50-12; 50-5; ECI Catalog; Air Univelsity
Catalog) .

4. Extension Course Institute (ECI)

ECI is the Air Force'’'s only extension education
schoecl. ECI supports the formal training and educatiocnal
programs of the Air Force, Air National Guard, and Air Force
Reserves. It alsc prcvides courses for career ernhancement te
people throughout the Department of Defense and to U.S. Civil
Service perscnnel. ECI plays a mandatory and essential part
in the Air Force On-the-Job (0JT) program. ECI also provides
study reference material fcr the Weighted Airman Promotion

System (WAPS). ECI offers nearly 400 courses to meet the
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needs of its students. The program’s annual budget for FY1950
through FY1993 was not provided.

The program's success is determined by Air Universicy.
The Air Force follows the recommerdation of the University
regarding addition,deletion and changes to courses.

Policies and procedures for ECI can be found in AFR
50-12.

5. Functional Skills Program

Service members who are identified as needing to
impreove reading, writing, or mathematics skills have a variety
cf services available through zhe Educaticn Services Cflicers.
The Air Force provides the following level and types of
remedial opportunities:

® Group Study - Group study provides remedial programs in

reading, writing, or mathematics. There  were
approximately 289 enrollments for FY1952. Courses are
contracted with local institutions or individuals.
Individualized instruction is the norm. The Air Force

pays 100% of the service member’s cost. The measurement
the program success is the number of enrollments for group
study.

® College/University/Adult Educaticn  Provider Courses
Individuals celf - Service members refer themselves and
actend on an off-duty basis. This includes non-credit 100
level courses in reading, writing and mathemat.cs provided
by instituticns for the first time college students who do
not posses skills sufficient to begin freshman level

courses. It also includes remedial courses provided by
adult education programs sponsored by high school or
public institutions. Many of these programs are at no

charge to the member. Measurement cf the program is by
the number of enrollments.

® High Schocl Completion - This program is designed to
assist mermbers to compete or obtain skills necessary for
a high school diploma cr GED certificate. It 1s provided




by adult education public instituticns at no charge.
Tutoring is a source of assistance that is provided to
members where numbers are toc low to establish study
groups or where group studies are not available with the
Air Force paying 100% of the cost. The objective is for
100% cf service members to have a minimum of a high school
diploma or GED. Currently 99.9% have a high school
degree.

® Diagnestic Placement - First time college students will be
reguired to take an assessment test for placement in the

appropriate college classes. Options woul include
remedial classes sponsored by colleges and universities
and paid for by 75% Tuition Assistance. There is no

current success measurement done for this program.

In FY1992, the Air Force enrcllments were 754 at a

€O

cest cf S12,81
AR 213-1, 1i-2(ej4 and 9-2 implement the functional
skills programs for the Air Force.
6. Tuition Assistance (TA)
Tuition Assistance provides opportunities for

personal development in meeting academic and technical

occupational objectives. Service members are encouraged to
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pursue academic and/or technical studies during off-duty
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time, The Air Force pays 75% of tuition for all
members, both cfficers and enlisted. Table 17 displays the
program’s annual budget for FY1990 through FYi9353.

TABLE 17

YEAR ANNUAL BUDGET

FY 1950 $37,200,000

FY 1991 | $34,000,000
FY 1952 | $46,000,000

FYy 19353 $46,000,000
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The program’s success is determined by the number of
degrees c. apl=ted per thousand of population, cost per
individual, and by a number of quality education system
visits, IG inspections, and audits.

AFR 213-1, Chapter 3 defines the tuition assistance
program ad  prescribes procedures, eligibilities, and

limitations.

D. MARINE CORPS
Mr. Gregory Shields is the Marine Corps director for VOLED
programs. The Marine Corps tctal funding level allocated for

all VOLED programs are displayed in Table 18.

TABLE 18
YEAR | ANNUAL BUDGET
FY 1990 N/A

FY 1991 | 8,827,000

FY 1992 | 59,717,000

FY 1993 $9,879,000

1. Tuition Assistance Program (TA)

The Marines Corps TA program provides active duty
service members with financial assistance for the pursuit of
approved educational programs at civilian secondary or post-
secondary institutions during their off-duty time. This
program may be used at the secondary level for the completion

of courses leading to high schcool diploma where tuiticn cost
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is fully £funded. Tuition Assistance may be used for
undergraduate, graduate, or vocational/technical study. Table
19 displays the program annual budget for FY199C through
Fy1883.
TABLE 19

Tﬁ ANNUAL BUDGET
FY 1990 |$8,162,000

FY 1991 | $8,827,000
FY 1392 | $9,717,009
FY 1993 |$9,879,000

i en ! N —~ .- a v 3 an
Trne proaran’s success 1s determined by ths ameunt of

L

L@}

course completions, graduation rates, ccmmand support, and

o«

enrollment figures.

Policies and procedures for the Tuition Assistance

Program can be found in ALMAR 046/93. _
2. Basgic Skills Education Program b
The BSEP provides on-duty, fully funded instruction in
Engiishk, English as a Seconcary Language, reading, ard

nathematics Lo service members identified as deficient in one

3

or more of these skills, Participat=on : the BSEP may Ce

pa-

veluntary or mandacory. While no funds are actually budgeted

Fh

or this program, each base/station commander has the
r2gponsibrlity to provide this preraram.
Measuvrement for tre BSEP is by Pre and Post tescing

vtilizing the Test for Adult Basic Education. If the gervice
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membex improves from the Pre tes: to the Fost test, then the
program ig measured as successful,
Policies and procedures for the Bagic Skills Education

Pregram can be found in Marine Corps Order 550.23.

¥. SUMMARY
Chapter IV summarizes the informarion about the military
s~yvices' VOLED programs obtained from the questiocnnaires and
personal interviews, Chapter V will present a comparative
nalysis to determine waich programs are most suitable for
consclidation, as well as a cost/benetit analysis &

consolidation versus continued decentralization.
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V. FRESENTATION AND ANALYSIS OF DATA COLLECTED

This chapter analyzes the data contained in the
questionnaires and personal interviews to determine if it s
beneficial and cost effective for DOD to consolidat
individual service Voluntary Education (VOLED) Programs. The
chapter opens with a comparative analysis of current voluntary
education programs followed by a cosgt/benefit analysis of
consolidaticn versus continued decentralization. The chapter
conc.udes with 1 summary cf the findings of the data analysis
wnich fourms che besis £~r the conclusions and recommendations

ueveloped in Chapter VI.

A. GENERAL ADVANTAGES AND DISADVANTAGES OF CONSOLIDATION
Eachrmilitary service was asked to give some possible
advantages and disadvantages of consolidation. The majority
of the pros and cons stated were the same from one service to
another. The foliowing list is a consolidated version of the
projected advantages and disadvantages:
1. Advantages of Consolidation
® Standardizatlion of policies for all services

® More economical to administer through one education center
where there are several services represented

® Consclidation would ensure that every persocon enteriayg the
military woulid have the same opportunity to utilize
tuition assistance

® Tuition assistance would be the same fcr all sgervices
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® Education opportunities vould be equalized, possibly
raising the quality of some services’ programs

® Reduce manpower needed for management
2. Disadvantages of Consolidation

® Could reduce focus of a particular service's program when
there is disagreement about the value of that program

® It could be difficult to satisfy the unique needs of each
gervice

® Difficult to have one education office serving all
services because the services themselves are so differe.t
B. COMPARATIVE ANALYSIS OF VOLUNTARY EDUCATION PROGRAMS
As described in earlier chapters, there is a perceived
need tor some type of consolidation of the military services’
VOLED programs. At the time of the personal interviews, each
service’'s representative expressed a reed and willingneés to
consolidate selected VOLED programs. However, each
representative also expressed some reservations about
consolidation. In this sectior, the purpose of each military
services’' VOLED program is compared to the cther services'’
VO LD programs to find similarities. Based on these findings,
se.ected YOLED programs will become prime cundidates for
consolidation, and only those programs will be discussed
through the rest of the thesis.
1. Scope
Table 20 shows available VOLED programs and which

military service uses them. These programs were discussed in

49




Chapter IV and will now be analyzed as to suitability for
consolidation.

TABLE 20

P - —_— . . e e o
e ——————— ———— =

MILITARY SERVICES VOLED PROGRAMS

PROGRAMS NAVY ARMY AIR MARINE

e _ _ __| FORCE CORPS
Tuition Assistance - X X X X
Functional Skills A X X X
Servicemembers Opportunity X

Colleges (SOCNAV) - Navy
College Program - Army

Apprenticeship X hy

Program for Aflcat College
Education (PACE) X

Concurrent Admission X
(CONAP)

Advance Skills Education X
(ASEP)

Academic Testing o N X

Community College of the X
Air Force

Missile Crew Member
Education (MCMEP, X

Prufessional Military
Education (PME) o |1 X

Extension Course X
Institution (ECI) - |

*+ ALL THE SERVICES USE DANTES FOR TESTING
2. Criteria
After review of the guestionnaires and the personal
interviews, similarities and redundancies among the various

programs became ciear. These similarities become the major
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criteria ou which the author will base recommendations for
consolidation. The three major criteria by which prime
candidates for consolidation were gelected are common purpose,
shared goals, and gsame target audience.
3. Analysis
Based on the above criteria, all VOLED programs were
categorized based on suitability for consolidation. As stated
in Chapter II, each service has a different military mission;
consequently, certain VOLED programs are designed to meet that
particular service's mission. It was not feasible tc comkine
those programs. OCn the other hand, many programs were ideally
suited for consolidation and thus have been listed as prime
candidates.
a. Programs Not Suitable For Consolidation

The Navy’cs Program for Afloat College Education is
a program sr~cifically unique to the Navy and not unsuited for
consolidation. The co'rses are taught aboard ship during
extended deplovments. It enables sailors to continue their
college edication wooard the ship without interruptiorn caused
by absence from the traditional classroom.

The Army’s programs, Concurrent Admission Progrem
(CONAP), Academic Testing Program, and Advance Skills
Education Program (ASEP) are unsuitable because they are

unigue tc¢ the Army. Both CONAP and the Academic Testirg

Program are aimed at youny recruits. CONAP 1s simply a




recruiting technique used by the U.S. Army Recruiting Command.
The Academic Testing Program is a step added by the Army to
help service members identify their educational goals and
select the most beneficial VOLED program. ASEP is targeted at
non-commigsioned officers who have demonstrated high
leadership potential but regquire greater management gkills to
assist their career development.
The Air Force sponsors such programsg as the Missile
Cruise Member Education Program, Professional Military
Education, and the Extension Course Institution, £for which
there are no corresponding programs in the other services.
Because these programs are not duplicated, it would not be
possible to consolidate them with any other programs.
b. Prime Candidates For Consolidation
Out of the 13 VOLED programs displayed in Table 20,

the following five VCLED programs are the mcst feasible
candidates for consolidation, based on their descriptions in
Chapter IV and the criteria noted in section B.2. of this
chapter.

® Tuition Assistance

® Functional Skills

¢ Servicemembers Opportunity College (Army and Navy)

® Apprenticeship (Army and Navy)

® Community College of the Air Force
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The conclusions and recommendations developed in Chapter VI
will pertain to these VOLED programs,

The program entitled Tuition Assistance (TA) 1is
standard among the military services. The goal of TA ig the
same for each service: to give each service member an
opportunity to further his educational goals. Each military
service has different budgets and caps associated with their
own administration of TA within their branch of service.
These differences will Dbe further discussed in the
cest/benefit  section ~f this thesis. Despite these
differences, TA would be improved by consolidation in that
each service member, regardless of branch of service, would
have an equal opportunity to participate under the exactly
same criteria.

Functional Skills VOLED is another prime candidate
for consolidation. This program exists in each service, with
only minor differences. The Marine Corps VOLED goes by the
name Basic Skills Education Program, the Navy has the Basic
Skiils Program, the Army'’'s program is entitled Functional
Academic Skills Training, and the Air Force's program is
entitled the Functional Skills Program. Despite the
difference in names, however, the c¢oals are the same: to
improve the competence of servic- members in such basic areas
as reading, writing and mathematics. Upgraded skills in chese
areas enable the service member to improve their promotion

potential und to better serve their kranch of the service.
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The Apprenticeship Programs of the Navy and Ammy
are also good candidates for consolidation. These programs
share the goal of enabling participants to obtain
certification from the Department of Labor for their work
experience. Any differences exist in the area of
administration.

The Navy and Army both participate in the
Servicemembers Cpportunity Colleges program, while the Air
Force sponsors the Community College of the Air Force. The
Navy’'s version is callied SOCNAV, while the Army refers to it
program as the College Programs (SOCAD). SOCNAV and SOCAD
offer help in obtaining college credit for experience, and are
designed to enable service members to transfer credits from
one institution to the next when duty stations change. The
Community College of the Air Force offers college credit for
work experience, accepts the transfer of credits, and awards
Associate Degrees. in summary, all three are designed to

assist service merbers in obtaining an Associate’s Degree.

C. COST/BENEFPIT ANALYSIS: CONSOLIDATION VERSUS CONTINUED
DECENTRALIZATION
1. Tuition Assistance
Appendix B shows tuition assistance by military
service from FY1990 through FY1993. It displays the cost of
each service's program, their respective monetary caps, and

the associated limits each service imposes. The actual amount
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spent. varies from year to year. The following cost analysis
is based on the FY1990 through FY1992 cost data obtained from
DANTES and the military services.

Over the past three years (FY1930 - FY19%2), the
tuition assistance cost per ungraduate course ranged from
$94.26 dollars to $186.56 dollars. (DANTES, FY19%2) Military

services’ monetary allocations for the undergraduate level

are:
AXTY .o oo i i i i e $2E8.00 per course
Navy .............. $285.0C per course
hir Force ......... $562.50 per course
Marire Corps ...... $2,180.00 per year

The Army and Navy allocate a very similar amount per course.
The Air Force allocates almost double what the Army and Navy
allow. The Marine Corps’ figure 1is based cn a yearly
allocation, so the cost per course may vary depending on
number of courses taken.

For FY1990 through FY1992, the tuition assistance
cost per graduate course ranged from 3$240.46 dollars to
$480.94 dollars. {(DANTES FY92z) Military services’ monetary

allocations for the graduate level are:

ATTY oo i v v i v ii et $"10 0C per course
Navy ...t $2 = (' per course
Air Force ......... $§8 2 Lu per course
Marine Corps ...... $3500.00 per year

The Army and Alr Force graduate level allocation caps are
close for dgraduate level courses, whereas the Navy's 1is
significantly lower. Again, the Marine Corps has a yearly cap

instead of a per course cap.
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a. Suggested Changes in Policy

There are many changes which should be made to
unify policy regarding both graduate and undergraduate TA.
For instance, it is advisable that one monetary cap be
established for all service members. Furthexr, the number of
courses permitted per year per student should be standardized.
Finally, because of funding limitations, participants in the
TA program should be prohibited for the purpcse of obtaining
duplicate degrees (i.e., a second Bachelor Degree). These
standardized policies would egualize opporcunities for service
members whe wish tc attend classes.

b. Suggested Changes in Administration

Major <cost savings in the Tuition Assgistance
program could be realized in the area of administration if
management of the program were put under OSD or an executive
organization. Additicnal administrative savings are possible
through the c¢consolidation of administering offices in areas
where multiple gervice populations exist. Both the propcsed
centra.izaticn and consolidation would make the program more
efficient, while at the same time, improving both the quality
and equality of service to the service member.

In support of consolidaticn, interviewers estimate
that personnel at voluntary education offices spend about 4C%

of their time processing TA. While consolidation would likely

cause an initial one-time increase in costs; for example,




exampie, changes would need to be made in the computer system
(ADP) to accommodate all Military Services, in the long run
the reduction in the number of personnel required to post
grades, bill, invoice, and initiate collection actions would
cause a considerable rediuction in the overh:=ad expense of TA.
Where there is more than one service in a single
location, a centralized TA office should be =stablished to
gservice all branches. For example, each of the services
currently has a voluntary education office in the Pentagon
where TA paperwerk 1s processed. Trhe establishment cf a

single VOLED lccaticn witnh a consolidated TA secticn wculd

eliminate the need to staff separate coffices. If a similar
consoiidation were instituted at each appropriate location,
the cost savings would be significant.
2. Punctional Skills
The following Table dispiays FY1992 data for

functional skills.

Table 21
Troop Enroll- TA Cost Cost / Contract
gtrength ments o enrlmt Cost
Army
606,124 | 79,231 $0.0 $61.16 $4,846,122
Navy
546,739 15,818 $0.0 $117.10 | $1,85z,221
Marine Corps
184,574 | 7,.74 $460,669 | $67.19 $ 21,353
Air Force
450,352 754 $ 12,819 $17.C0 S 0.0
Total
1,787,789 162,977 $473,488 $69 .85 $6,719,696
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Currently, each service hag its own individual
functional skills program, Each service uses various states’
organizations, community colleges or high schools, which offer
these programs free of charge, where available.
Alternatively, each service independently contracts for
instructors to provide these services. In some instances, TA
is utilized to cover expenses. In other cases, computer
sofrware 1s purchased for use as instructional tools.

One possible way to reduce overhead would be the

urilizataicon

O

£ one cecntractor for all the services. Using the
Army contractor as a unit cost, $61.16 per enrollment
multiplied by the total number of enrollments for all the
services is $6,298,073.00, for a savings of $421,623.00.

Another cost saving would be realized if the military
services would use the same software packages for computers.
The current practice of individual and varied purchases of
software packages 1s expensive. The time-honored practice of
bulk purchasing could be applied to the purchase of software
pac. ages, resulting in savings £fcr the Functional Sxills
Program.

3. Apprenticeship Program

The Navy and the Army are the only two services which

offer an Apprenticeship Program. The Navy program is run from

a centralized office in Pensacola, Florida, and employs two

government workers who administer all necessary paperwork.




The Army program, by contrast, is a decentre.ized program.
This type of decentralization calls for the pa.c-time efforts
of approximately 200 personnel over the various Army bases to
administer their paperwork.

There would be great cost savings if the two programs
were combined, and the Navy’s centraiized system of
administration were adopted. One estimate wa3 that the Army
saving in expense for manpower alone wculd be more than half.

4, SOC and CCAF

Both the Navy and the Arry encourage college
attendance under the Servicemembers Opportunity College
programs. The Community College of the Air Force encourages
attendance also, but through a program of their own design.

a. SOCAD2 / SOCNAV2 / CCAF

The following table displays data regarding the

£0CAD2, SOCNAVZ2, and CCAF programs for FY1992.

Table 22
SOCAD2 SOCNAV2 CCAF
New Student Agreements 23,849 3,664 *
Degrees Completed 4,086 1,404 13,343
rgudgetrfqp FY1992 $482,000 # | $146,955 # | $4,529,073

* Since FY1991, all Air Force enlisted personnel are automatically
enrolled in CCAF.
# Cost includes SOCAD2/SOCAD4 and SOCNAV2/SOCNAV4

In FY1992, the SOCCAD2 and SOCNAV2 programs assisted

service members in earning a total of 5,450 Assoc.ate Degrees

from participating colleges.




Since its inception in 1972 the 80C program has
been ore of the Army’s and Navy'’'s mogt succesgsful educational
programs. This program has always beern consolidated. The
program’'s greatest asset has been its ability to provide a

standardized Associate Degree and Baccaliaureate degree program

fcr each service’s all wvoliunteer force, whil still
waintaining enocugh flexibility to cater to the specialized
needs of each individual service. This 1is proven by the

wndivaidual manua

o1}

15 that &0C produces for S0CADZ and SCCNAVZ.

Wnile the SCC prcgram was desicgred Zcr the needs ¢f
the Army and Ravy, it serves several other programs. The
National Guard Outreach program encourages service members to
earn colillege credentials and helps them to obtein credit for
the military and cchex educational experience. SOC has also
iocined with the Army Recruiting <Command tc develop a

4 '

Admissions Precgram {(CONAF: to increase collede

t

Concurren
enrolilnent ¢l Army Veterans.

Currently S07's nraticrnal office 1is loccated in
washing-on DR.C., whe:ss it administers its various services.
The SOC program serves as an excellent mcdel because it
consolidates po.icies and procedures vwhile still tailoring to
each individual services need.

In FY1992 CCAF awarded 13,343 two-year degrees,
more than twice the nurber of degrees awarded through the SCC
prograns. However, the degree is only obtainable in the

arricipant’s ratiny, %here is very little flexibilir for
Y




consolidation with the S0C programs. Further, the CCAF degree
is terminal; that is, it leads to an Associate in Applied
Science Degree, which would require further course work to
transfier to any four year institution. The primary value of
the CCAF is that it en.ourages people to continue their
education.. This program would not be easily combined with the
SOC programs because it has a different focus. Therefore, it
should continue as an independent program.
b. SOCAD4 / SOCNAV4

The goal of these SOC programs is the same, to earn
a Bachelor's Degree in the field of the participant’s choice.
These two programs are administered in the same manner as

SOCAD2 and SUCNAV2,

D. SUMMARY

Chepter V  analyzed the data contained in the
questionnaires and personal interviews. It presented a
comparative analysis to determine which programs are most
suitable for consclidation, as well as a cost/benefit analysis
of congolidation versus continued decentralization. Chapter

VI will present conclusions and recommendations.
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V. CONCLUSIONS AND RECOMMENDATIONS

With the military force drawdown and shrinking DOD budget,
it is imperative that DOD eliminate program duplication among
the services. Consequently, service members are reevaluating
their educational needs in an effort to Dbecome more
promoctable, or to prepare for possible transition to the
civilian sector. New recruit candidates are looking more
closely at educational opportunities cffered by the military
services; the desire tc obtain an education has displaced the
desire for job security as the number one reason people join

the service.

A. CONCLUSIONS

The findings in this thesis are based on the results of a
gquestionnaire administered to the VOLED representatives for
all four military services, personal interviews with each
representative, and information from DANTES.

0f all the military VOLED prcgrams that were examined,
Tuition Assistance, SOCNAV/SOCAD/CCAF, Function Skills and the
Apprenticeship programs were deemed suitable candidates to be
analyzed for consolidation or centralization. A preliminary
cost/benefit analysis of these selected VOLED programs

indicates that three programs Tuition Assistance, Function
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Skills and Apprenticeship would be cost-effective after
consolidation or centralization.

This thesis has shown that the majcr cost saving in all
the selected programs will be the reduction in overhead cost
and personnel staffing. However, each military VCLED base
office should continue to provide all necessary assistance to
service members. The consolidation will eliminate the need
for the services to scramble for funds and at the same time

maxke the selected VOLED programs equitable.

B, RECOMMENDATIONS
1. Tuition Assistance
It is recommended that the administration process for
the tuition assistance programs be c¢onsolidated at the DCD
level with one policy for all services. It is further
recommended that the programs currently available be
centralized in areas where multiple services are located.
Consolidation will cause an increase in some costs, while the
proposed centralization would result in an initial decrease in
expenditures for overhead. In the long run, however, the
increase and decrease should balance each other out.
2. PFunctional Skills
It is recommended that consolidation ke implemented;
however, centralization is not feasible due to the hands-on

nature of the courses. Consolidation will cause a decrease in

overhead costs, thereby freeing up more funds for course




expenses. This will allow mors service members to utilize the
program,

3., Apprenticeship Program

It is recommended “hat these programs be consolidated

and c¢entralized., Consolicdation would save overhead costs,
particularly for the Army. Centralization will reduce
romplications in administr:tion, therefore making the process
smoother for service members to obtain their Jjourneyman
certification.

4, SOC and CCA¥

It is recommended that the S0OC programs of the Army

and Navy remain as they are. It is recommended that CCAF
remain as 1is, because its goal is to award rating-related
degrees, whereas the SOC programs allow the service member
more flexibility in choice of degree. Keeping the S$OC program
separate from the CCAF provides tl: service member with a
choice in types of degrees.

5. 80C as a Model

The S0C program is ar exceilent model that shoulid be used
when consclidating o7 centvraiicing  Tultion Assistance,
Functional Skills and Apprenticeship programs. It has shown

that military service VOLED programs can be consolidated and

yet still cater to each service’s individual needs.




C. RECOMMENDATION FOR FURTHER RESEARCH

While this thesis hag shown that there are berefits in the
consolidation/centralization of selected VOLED prcgrams, there
are areas in which further research should be conducted.
Even though the thesis examined the benefits of consolidation
verses cost effectiveness, it did not explore the impect of
consolidation on individual service members. As consolidation
takes place, will the service members continue tc receive the
same support as they did with on base VOLED support?

Some of the conscolidations proposed in this thesis
{Apprenticeship, SOC, and CCAF) invclve cnly twe services. It
1s recommended that these programs, as well ac the Academic
Testing program, be examined for possible expansion tc other
services. Should these programs be open to all military
service members to further establish equity among the military
services? If feasible for expansion, should consolidatior be
examined as an option? Any further review, however, should

not be limited to the programs mentioned above, but should

include all programs currentiy available in all services.




APPENDIX A

23 July 1993

From: LT Marie E., Oliver, USNR, 454-35-262%5/1105,
SMC Box 2026, Naval Postgraduate School, Monterey CA
93943

To:

Surj: Thesis Assistance; Request for

Encl: (1) Questionnaire

1. Enclosure (1) is the primary means of data collection
for a thesis in the Financial Management curriculum at the
Naval Postgraduate School, Monterey, CA. The thesis
consists of a comparative analysis of the armed forces
(Navy, Marine Corps, Army and Air Force) voluntary education
programs and a cost benefit analysis on consolidation of
these programs into one Department of Defense (DOD)
voluntary education program. The results of the study may
be useful to DOD in further examining if these programs

should or can be consolidated into one DOD program.
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2. As the education coordinator for your branch of the
gervice, you are in a good position to provide a sound
asgessment of your voluntary education programs. This
guestionnaire attempts to catalog each aspect of all the
armed forces voluntary education programs which are programs
that military personnel elect to participate in.
Participation is normally limited to off-duty time, unless
ctherwigse directed by legislation or by military service
policy. I appreciate your best effort to present an
accurate picture of each program. Please be mor
descriptive than what is stated in the "Education Programs
in the Department of Defense 1991-92" catalog. Be as
specific as possible with each guestion, for this
guestionnaire is a very important scurce of information for
the thesis. If further contact is necessary, I will

appreciate it if I can contact you Or your representative,

3. Due to the time constraints and importance of the
thesis, a relatively quick response is necessary.
Therefore, please complete and return the questionnaire by
27 August 1993. Questionnaires may be mailed to the :pove
address or fax (408) 656-2138 or AVN 878-2138 ( l'lease do

not fax your questionnaire if it exceeds five pages).
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4. As a courtesy to you, and with appreciation for taking
the time to £ill out the questionnaire, a copy of my thesis
will be mailed to you when it is completed. I have already
put your command (with your office as the destination) on my
thesis mailing list., Hopefully, it will be a good tool in
mapping out if it is feasible to combine the services

voluntary education programs.

Very Respectfully,

Marie E. Oliver

LT USNR
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INSTRUCTIONS FOR COMPLETING

1. This guestionnaire examines the different types of
voluntary education programs your service operates.
"Voluntary Education Programs" refers to programs in which
military personnel elect to participate. Participation is
normally limited to off-duty time, unless otherwise directed

by legislation or by military service policy.

2. The questionnaire ccnsists of two parts. Part one
consists of general questions abcut your service voluntary
education programs, part two consists of specific questions
about each voluntary education program. Please make as many
copies of part two as needed. Use the space tc answer the
question that precede it. Feel free co comment on any
guestion: how tne question may not apply to your service,
how you may have made certain assumptions in answering the
guestion, hcow the question may only touch on a more
important, but unexamined issue. In short, use extra paper
to "flush out" the questionnaire. The personal touch that
you provide will certainly help me determine the validity
and applicability of the research results, and it may
uncover other areas that the gquestionnaire may have failed

to account for.
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3. Please answer all the questions. They will be heavily

used in the analysis section in the thesis.

4, Once you have completed the guestionnaire, please mail
it to: LT Marie E, Oliver, USNR, SMC Box 2026, Naval
Postgraduate School, Monterey CA 93943 or fax (408) 656-2138
or AVN 878-2138 (please do not fax questionnaire if they

exceeds five pages).

5. 1If further assistance is needed on the guestionnaire,

feel free tec contact me at (408; 173-6410.
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PART ONE

DEMOGRAPHIC

(1) Service

(2) Name and title of person in charge of the branch of

gervice voluntary edacation programs.

PROGRAM FUNDING

(3) At what level are ycur voiuntary education fui.ds

administered

(4) What was the total funding level allocated for all

voluntary education grograms for your service for the

following fiscal years?




FY 1990 e FY 1991

FY 19892 , FY 1993

GENERAL INFORMATION

(5) Does your service have a separate voluntary education
school (ie. the Air Force has th2 Community College

(CCAaF))? If so, submit how much is spent annually and how

it is funded. 1so please forward an instruction or
cataleg for the school.

Yes , No B

FY 1990 . FY 1991

FY 1992 FY 1993

(6) Please provide your perspective on the

history/background of how the issue of consolidation of the
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armed forces voluntary education programs came about. Also,

include any other information you feel is important for me

to know in writing this thesis.

(7) List what you see as pro’'s and con’s of consolidating
voluntary education programs under DOD. Be as specific

as possible, for this is the major question of the thesis.
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| Program ingtruction title:

|Wwho is the program manager?

IName/Title:

|Address:

| Phone -

L . - - - . —
|

[Who distributes the funds fcr this program? (lowest level distributed)
iName:

|Address:

| Phone:

1
— —

iHow do you measure this prcjrams success?




- e — FRE

|whact has been the program’s annual budget for the following FYs? F
| |
I |
! |
| FY 1990 o FY 1991 o

| FY 1992 _ FY 1993

|Give a brief description of how a service member enrolls in the program. |
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|What is the annual overhead cost (including man-years) of running the :

| program? l
| |
| FY 1950 FY 199
| FY 1992 FY 1993
| I
— — — = — |

|Does this voluntary education program require civilian instructors? If |
|so, are they contracted employees or government employees and are they |

| full time? |

L ) I

Extra space for answers
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